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2 O MAR 1958
Deputy Director (Support)

Reguiremenis and Worklead in the Administration Bailding
Printing Flant

1 Memorendum for Chief, Management Btaff from Deputy
Dirsctor (Support) dated 10 December 1957, subject:
Persomnel Ceiling, Office of logistics (TAB A)

Paragragh 5 of this staff study coptains recommendations for the
roval of the Deputy Director (Support).

PROBLEM:

Can adjustments be made in the requirements levied on the Administration
Ballding Printing Plant to eliminate or minimize its workload problem?

PACTE:

The regquirements levied on the Admipistration Building Printing Flant
{Mmin. Pant) fall into 3 basic cabegories: Nstional Imtelligence
Survey Program (MIS) requirements, €IA (non-NIB) requirements and re-
gireuente from other agencies. Mirther, the workload problem In the
AMwmin. Flant ig directly related to the gize of the staff available
to fulfill requirements.

a. NATIONAL INTRILIGENCE SURVEY PROCRAM

(1)

(2)

{3)

Beguirements in support of the Netional Intelligence Survey
Program (XIS} nov sccount for about 80% of the workload of
the Mmin. Plant (7AB J).

The Joint Chiefs of Staff sct the reguirements and allocate the
priorities for production of the IS on an aunual basis (TAB B).
The reguirmments have not been changed since they were reduced
in 1950 from 15 HI8 to 8 KIS or 500 equivelent sections per
AT, ){‘ﬂa IS Section is the production unit used in this
atudy.

The Clark Task Force has reaffirmed the need for and the worth
of the KI5 pr in the Woover Commission Report on Intelligence
Aativities (T4B B).
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(1)

(5)

(6)

(1)

(8)

(9}

Discussions with the Assistant to the DD/I (Admin.) reveal
that, even under personnsl ceiling pressures, the DD/I has
been reluctant to slow up production of XIS Sections as the
majority completed are Iin the malntensnce stage and the pro-
grem will suffer if maintenanee is not kept reasonably current.

Although more than 40 government activities contribute to the
RIS, the principsal contributors are Btate, Army, Navy, Alr
Force, and CIA. CIA bears the cost of CIA and State con-
tributions to the WIS program.

Contributing agencies have elimiramted varicus departmental

intelligence publieations which ere replsced by the HIS and
are placing inecreasing reliance on the NIS program. It is

an established focot that each international crisis or major
distupbance respults in urgent recuests for NIS on the areas
The requests heve come from the

involved.
as well as fram CIA components and U.S. military

commanis,

As the substantive quality of the NIS has improved, the
amounts of tabular work, charts and ecolor printing have
steadily increased in mumsher, requiring more manhours to
process.

The aversge number of NI SBections sent to the plant per
month in calendar years 1955, 1956, and 1957 were 36.2, 3©
and 43.3 respectively. %The average number published per
month for the same periofls were 1955 « 41l.6, 1956 - 404 and
1957 = 33. (See TABS G & 1)

Yew priorities or required completion dates have been estab-
11shed, (18 in calendar year 1956 and 10 in calendar year 1957),
but much pressure has been exerted on the PBD by CEI to get the
backleg of KIS Seetions down and to reduce the average printing
time required. (TARB X)

{10} ™he backlog of NIS 8Secticns in the plant fluctuated between

85 and 179 during calender years 1955 and 1956, Im 1957 it
rose steadlly from & low of 91 in January to a high of 22h
in Baptember. At Becamber 31, 1957 the backlog amounted to
214 W58 Bections (TAB G) (for similar statistlics by folio*
see TAB H).

CIA (HON-FIS) REQUIREMENTS

#folic ~ single manuscript pege, single sheet of graphlcs, or one map.
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(1) There are no separate figures available for CIA {non-NI8) printing
for perlods prior to the 13 Jamuary 1957 tskeover of the Admin.
Plent by GIA.

(2) Printing done for CIA (non-NIS) since 1 January 1957 amounted
to 13% of total production for the year (TAB J).

OIHER AGENCY R

Printing done for other Agencies in proportion to total production
in the last 3 years (TAB J) is as follows:

1955, 1 Jan., - 31 Dec. 20%
1956, 1 J&no b 31- mc. m
1957, 1 Jan. - 31 Dec. 6%

(1) The Public Printer, in his letter of 5 Decamber 1956 to the
Director of CIA (TAB I 2), stated;

"It is my opinion that the interests of the Government
will be served best by transferring the operations of this
plant to the Cemtral Intelligence Agency in view of the im-
pending relocation and your plan to consolidate this plant
with other printing units now operated by your Agency."

(2 i 57 the Printing Services Division had a ceiling
R - of these slots were in the Admin, Plant and 9 of

the effective working ceiling
In Apgust the PSD ceiling was cut

them were zen thus red
in the Amin. Plant to

by 11 slots. In January this cut was allocated among the
eonponents of PSD leaving the present working ceiling mh
as follows:

office of Chief
Aministrative Staff
Mmniniatration Plant
X mdg., Q Bdg.,
Total

'(3), %ﬁthm Director of Logistics stated on 1L November 1957

"Experience with the Mmin, Plant plainly indicetes that

-3-

Approved For Release 200 v P61-00274A000100090020-6

25X

25X9

A2

A2




25X9A2

25X1A9a

25X9A2

25X9A2
25X9A2

3.

)

(&)

Approyed For Release 2001/08/10 : CIA-RDP61-00274A00010009002Q-6

115 employees will be an absolute minimmm with which the plent
cen operate”(FPAB A). On the basis of subsequent experience, the
Chief, PED has stated that one additional low cost J.am‘i:wcn:'wzr3 (or
s would
relieve highly skilled personnel from working at teasks considerably
below their qualifications and will kelp to reduce overtime costs.

e total of i ich be believes is #till a minimm figure

Ap/x2, NN o 13 February 1958, in a memo-
rendun for the Director of logistics, sudbject NIS Printing
Bituation, paragraph 3, stated {PAB B 6):

“I am gware of your continued efforts to improve the
NIS printing situation, and note that considerable progreess
was made this past month iIn turning out NIS Sections. I
believe, however, that no satisfactory solution of this
problem is posaidle without an ivcrease in the staff of
the Administration Bullding Plant to the level that was
maintained under GPQ edministration.”

Aversge personnel on duty were: 1955 _and
1957 - TAB X). The svaileble figures for personnel on
or to the takeover show & Fluctuation between [l and
Personnel on duty m shortly after the takeover to
date fluctuated between An explanation of these
flgures and thelr significence is attached as part of TAB G.

It is necessary for almost all persomnel who work in the Admin,

Plant to have § clearance. There is alsc a Qecleared pool of
GPO employees who were used to augment the Admin. Plant staff
during pesk periols before CIA took over the plant, some of
vhonm by special agreement were on detail to CIA until as late
a8 Rovember 1957.

DISCUBEION:

&

NATIONAL INTFLLIGENCE SURVEY PROCRAM

(1)

Approved For Release

The JUS, the Clark Task Force and the DD/I appear to be
convinced of the validity of the KIS requirements. It
would be possible, of eourse, to again raise the guestion
at the JC8 level; however, the action vhich produced the
reduction in 1950 was taken on the besis of contributor

abilities and it 1s not likely that a reduction ob the

s of printing cepabilities would be gpproved at this

tine.
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(2) ‘he NIS program has always shown a pesk and valley production
situation originating with the contributing agencies includ-
ing CIA (TAB3 D & E). TABS E 1, 2 and 3 shov that in FY 1955,
1956 and 1957 roughly half of each year's total produection
by the contributing agencies was outstanding at the begimning
of the last quarter of the year with twice as many sections
submitted to OBI in June of esch year as in any other single
month, Mach effort has been mede to smooth out this production
problem, but the very nature of the program indicates there
will always be somevhat of a year end pesk. PARS E b & 5 show
the production schedules for Piscal Years 1957 and 1958, The
schefule for 1958 show much more evenly planned production
than the one for 1957. It is anticipated that the consistant
attention this problem has and is receiving will resuli in
improvement in smoothing out reguirements on the Admin. Flant.

{3) ¥I8 eontributor production veried in total amount per year
from its beginning in Fiscal Year 1949 through FY 195k, The
Fiscal Years 1955, 1956, and 195T show relative stabilitly
with contributor production st approximately 8 NIB or 500
eqnivelent sections a year (TAB C).

The produstion of basic intelligence is a service of common
concern vhick provides the foundation for the development of
all other intelligence and is ussful only to the extent that
the produetion reaches the consumer in timely fashion. Becausc
of pressures from contributing and using agenciles and depart-
ments and begause of the current nature of much of the int?111-
gence, ORI attempts to profiuce & finished product within four
months ueing overtime in lieu of staffing to meet peak require-
mentg. This has meant that at the end of each fiscal year there
has been s backlog in OEI which has been reduced by using over-
time and which is reflected in the Admin. Plant two or three
months later. large smounts of overtime in the Admin. Plant
vere not necesgary ss long as GPO sdministered it because GPO
detailed stditional people to the Plant during peak periods.

when CIA took over the plant this flexibility was no longer
available and the backlog in the plant showed an almost con-
timious rise during calender year 195T (PABS ¢ & H)., Both OBI
end the Mmin, Plant consider 100 NIB Sections to be an accept~
able workload and bacilog for each. Admittedly the reduction
by OBI of its sessonal bagllog dwring the summer of 1957
resulted in the largest peek in KIS Bections submitted to the

glant in three years. (September 1957 - 80 sections) (TABG.).
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e backlog iLmmedietely prior to this submission was more than
170 sections, vhile at the same time June, July and August
nhawaﬂthefamtmmberofpeogleandutyinmeswmme
years.

ghe "deadline situations” veferrad to in conversations are not
directed at OBI priorities or completion dates but rather at
the pressures prought to bear on the Afwin. Plant by ORI to: .
(a) reduee the backlog which scoummlated in calendar year 1957,
and (b) reduce the average time required to print an WIS
section from the calendsr year 1957 average of 92.5 days o
spproximstely 60 days. Priorily and desdline (completion date)
meterisl from OBI amounted to 2.59 of total NIS production in
1957 but the becklog rose from 91 sections in Jenusry 1957 to

e high of 224 sections in September 1957. AG 31 Jenuary 1958
the backlog wvas 192 sections, g2 sbove the acceptable level of
100, Waile the annual NIS production reguirements as approved
by the JCS amount to 8 sguivelent NIS (500 equivalent sections)
per yesr and do not require a precise monthly production, 1t
im obviously impossible to produce this mmber uniess temtative
month-by-month production goals are pet and adhered to in so
far as possible. An anpual pro@uction of 300 egquivalent NIS
gections regquires sn sverege monthly productien of approxi-
mately 41,7 KIS Sections. OBI has indicgted that there would
be no problems in, for extarple, & one momth's production of 30
sectiops, and a following month’s production emounting o
between 50 and 55 sections and sections remaining in the printing
plaxt an everage of about 50 days.

b. CIA (WOR-KIB) PRODUCTION

(1)

(2)

The 13% of total Admin. Flent production for calendar yeer
1957 involves meny components of CIA and varied kinds of
work., A detailed analysis of these factors would cost more
in marhours than the probable resuits would warrant. Iowever,
some of the 13% was filler work vhich was needed during the
£irgt half of the year to avold idle manhours in the Admin.
Plant.

The largest single user in the CIA (nON-NIS) category is the
Certographic Division of ORR. The Chief of the Certographic
Pivision has steted that he will i{ncresse his effort to con-
trol re-runs of published maps and other non-priority map
printing so thet it can be done during sleck time at the Adwin.
Plant.,
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- ¢. OTHER ACENCY REQUIREMERNTS

(1) The requirements to provide support (beyond that of the NIS
progran) to other agencics was one of the conditions of the
transfer of the Admin, Plant to CIA. The Director, in his
letter of 19 November 195G to the Public Printer, paragraph
£, states:

“the Cenmtral Intelligence Agency shall provide classi-
fied printing at cost to the Abomic Fnergy Commission, the
State Department, and any other agency which heretofore has
used the subject plant for classified printing to the extent
lbat such lerv:!.ce heen $vl furnished by the
Government Printing T Tunderscoring edded)

The Public Printer and the Joint Committee on Printing made
this & condition of the transfer (TAB I 1, 2, 3).

(2) It is estimated by the Production Chief of the Admin, Plant
- that sbout 50% of the reduction {from 20% to 6% of total

production) in printing for other sgencies wae caused by
discontinuance of printing for the Alr Forece. Alr Force
printing ves taken over by GPO at about the time of the take-
over by CIA of the Admin. Plant. A substantial part of the
rest of the reduction was in unclassified printing for ARC
and the State Department. Chief, PSD states:

“Because of the very fine relationship between the
Mpinistration Building Printing Plant end its eustomers,
the Plant has, vhen heavy backlogs existed, srranged not
to do unclasaified work for these austomers. Such work
was not the type included under the terms of the agreement,
In some cases 1U wes necessary to negotiate satisfactory
delivery dates for the classified work which was done be-
cause requested desdlines could not be met. There is no
record of any complaint by any customer agency of the service
provided by the Plant.”

d. STAFFIRC RELATED 70 REQUIREMENTS
(1) with the talkeover of the Admin, Plant by CTA in Janusry 1957,
the workload and overtime problem became of direct concern
to CIA.

25X1A63a (2) CIA bas sgreed with the Public Printer and Joint Commitiee on
Printing to cousolidate the NN and Admin Building plants.

-f=
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Because of their physical locations both plants have sub-
stantially duplicate administrative and pupervisory struetures.
This is germane to this study beceuse eceiling requirements
are one of the considerations in the workload problem of
the Adwin., Plant and consolidation of the two plants would
release slots {supervisory asd elerical) which could then
be used %o incresse the productive eapacity of the Mmin.
Plant without any increage in ceiling. Aditionslly conw
solidation would provide greater flexibility and efliclency
in the use of all PSD assets, both people and equipment.
Phis, howvever, iz at least 3 years &vay.

puring the calendar year 1957 the percent of total work done
for the jgency increased but was offset by a decrease in work
done for othsr Agencies. At the seme time the mumiber of
pecple aveilable to do the work dropped significantly (Tam G).
This, plus the fact +that OBI elimineated its own backlog,
accounts for the backlog now 1in the plamt which is gradually
being reduced. 7t should be recognized that this has been

an anoual occurrence for at least the last three years. Chief,
PED has stated that once this backlog 1s refuced, and 1f the
KIS submissions can be sontrolled, he belleves the AMmin.
Plant could handle the printing requirements placed on it now
yith a minimum staff and “"a moderste sxunt” of overtime.
(Overtime in calendsr 1956 smounted to 2 man years. In
calandar 1957 overtime amounted to between 9 and 10 man years.)

During calender year 1937 the pecple on duty in the Admin Plant

aversaged 110 including details. The r of profductive hours

workef would have requived a ataff of to perform without

overtime. In the peak and valley situation in this plant it

is mot desirable for obvious reesons, to staff up to neet

peak periods. The effective wirking ceiling he plant is

novilllll Cilef PED has recomnended a 2/0 of vhich would

require relesge of & of the 9 frozen slots, but would still

be 8 fewer people than the average on-duty strength for the

» to CIA take-8ver of the plamt. Although the plant

conld passibly be operated effeciively with & bare minimm of
EEe, the sddition of one laborer position {te a total

would be very dssirable becsuse highly skilled per-

w1 would be relieved from unskilled work vhich they other-

reduged by much more then the cost of one laborer, and overtime
hours could be further reduced.

-%?)-
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wise would be required to perform, thelr overtime costs would be
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{5) Sinee the pesk period for NI8 contributor submissions is June
{TAB B) and the peak period for ORI submissions to the Flant
18 generally 2 or 3 mohths later (TAB F), the peak periods in
the plant generslly are in late summer and fall vhen Congress
ig pot in session and Chief, PSD believes that CPO could de~
tail alrsady cleared personnel to the Admin, Frant wiithout
undue hardship. Such persommel could be reimbursed with .0€
funde, and the plant hes a long history of needing and re-
ceiving such asgistance on a sporalic basis. Chief, PED would
1ike to svold the necessity of asking for such assistance but
agrees it is one alterpative course of action.

(6) Other possibilities lie in the arsa of reduction of overall
regairesnts levied on PSD 13 order to relesse slots for the
Mzin, Plant, Yor exgple, Cuief, PHD is currently making
efforts in this direction by studying the practicsbility of

the uge of a revolving fund gud the possibilities of printing
ﬁ&kmﬁ ather irintﬁ commercially. He states
that commercial printing of uld permit dis-

conbimance of the entire night shift a and re-
lesge of 10 alots.

USI0HB:

Tn viev of the JCB policy on requirements, the interpretation of
that policy by the DB/I, the conclusions of the Clark Committec in
this matter, and the incressing rellance being placed on the RIS
by all contributing end using agemcies and departments, it 1s not
feasible to reduce the leval of NIS requirements.

e increased use of tables, charts, maps and color printing to
improve readadility and useability of the NIS is in line with
eurrent trends 4n production of types of intelligence and
the additional expemse invelved is small when compared to the
total cost of collecting and producing sush intellligence.

All of the pressures consopant with good Judgment are being brought
to bear on contributor agesicies in order to smooth ocut the con-
tributor peek and valley situation.

Although GPO records sre ndt svailable for the years 1955 and 1936,
| @ipeussion with PED personfiel and comparison of their best estimates

with the records for 1957, indicates that there was no substantial
inerease in total worklosd in the Admin. Building Plant during calendar
year 1957. 'There was an ifcrease Iin RIS Bections subedtted to the
plant (TABS @ % H) but the overall NIS requirements have not increased.
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The major factor responsible for the workloed problem at the Admdn,
Piant is the reduction during calendar year 1957 of personnel in
the Admin. FPlant 40 below any acceptable minimmm and considerably
below any on-dubty strength prior to the takeover, This has reduced
the productlon capscity of the plant to the point where regquirements
cannot now be met without excessive overtime.

e wnavallability of informal details between GPO and the Plant
since the takeover by CIA has impaired the flexibility of plant
profuction capacity.

Arthough [l bed been estimated as the “sbsolute minimum" staffing
for the Adwin. Plent, careful review of the curremt staffing pat-
tern and comparison of it with the staffing pattern at the tinme
CIA tock over the plant shows an imbalance bstween gkilled and
ungkilled labor. It has been necesassry to assign skilled personnel
to perform ungkillied lsbor which has resulted in reducing total
skilled productive hours by at least one skilled worker. Approval
of an additional laborer slot would permit proportionally more
skilled produetive hours to be used to reduce overtime and becklop
and maintain them at an acceptable level.

NIB priorities end "deadlines” represent such a small proportion of

' total production requirements {2.5%) that they present no real probiem

(vage 6 paragraph 4). Pressures from OBI for more timely production
of Sections sre a real problem vhich can be alleviated and -
haps solved entirely by the approval of & ceiling and T/0 of

and continued authorization of overtime to work down the NIS backlog
now in the plant and avoid buflding future backlogs.

The y is obligated to provide (eventually in one consolidated
plant )} the game kinds and amounts, except for Alr Force, of services
the plant provided before the takeover.

Consolidation of the plants would provide more efficiency and flexi-
bility of printing operations, and would permit release of administra~-
tive and supervisory slots for production Jobs.

The nature of the work done iy the Mnmin, Plant precludes contracts
with commercial printers. However, studies of other PSD reguire-
ments may reveal possibilities for commercial contracts for non.
sengitive printing and for use of a cost-to-congumer system,

RECOMMEEDATIONS:

.

That the Director of logistics again reguest GPO to provide detailed
persornel to the Afmin. Plant on the basis of a mutually satisfactory

25X9A2

egreement. (This has been done since this recommendation was first made.)

«10~-
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The recommendations in Paragraph 5 akove are approved,

Pistribution:
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That the Director of Logistics in collaborstion with the Comptroller

explore all pragtical cost-to-cpnmumer systems, including a revolve

ing fund, as a meansg of reducing overall printing services reguire-

m'l):hia Bas now been started) (Management Btaff will sasist if
sirved ).

That the ID/8 suthorize release of 6 of the 9 frozen slote in the
Admin Flant, approve an effective minimum working ceiling of i
for this plant sud spprove the attached T/0 (TAB L); this to be
done with the understending that the 3 remaining frozen slots not
sppesr on the T/0 but be held in reserve pending the development
of more experience in this plant.

That the Director of logistics continue to suthorige overtime for
the Admin., Plant to the extent gecessary to reduce the backlog in
the plant to 100 sections and mmintain it at that level.

at, other than the above recopmendations, no further action be
taken at this time in order to pllow time for the atypical situstion
vhich developed in 1957 to be reumedied; that Management Staff be
directed to monitor this situation; anf, after a sujtable length of
time (not to exmeed one year), report back to the DP/S regarding the
extent to which the problems in the Admin., Flant have been solved
aad the desirsability of any further changes.

gD 2 O MAR 1858
WJ‘. Management Staff

2 CMAR 1958

g300uh

ﬂ?m‘bor amgistics Tate

N
—
are bOS3 g

Date: Lo g

g;il}ﬁ“ Z Deputy Mrcctor {support)

orig, & 1 - B/L w/one attach

é f%e ‘ RW&PWM@Q@ -RDPGi}@ %Mﬁ@er WAne attfa.cI}, ?
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but this spproval does not

autherize any increase in
the Office of Logisitcs

/s/ H.G.L.
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